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. OVERVIEW OF SYSTEM INITATIVE

Our History

The Department of Workforce Services, Utah’s Job Connection, was created by
Utah Governor Michael O. Leavitt and the Utah State Legislature in 1996, in order
to combine and integrate all job placement, job training, and welfare functions in

the state. It is the newest department of state government.

In January 1996, Governor Leavitt announced his intention to create a new
department of state government. His proposal was a sweeping overhaul and
streamlining of several state agencies. He pulled all of the stray parts of welfare
and job training into a new Department of Workforce Services. In his words, "
One-Stop service centers will better serve both business and individuals, those
seeking jobs and those needing workers. We're not talking about a simple course
correction or minor reform. We'’re talking about bulldozing bureaucracies built
piece by piece over 40 years. We're talking about agencies and individuals giving
up turf and working together. We're talking about building a system that makes

sense for employees, employers and those needing public assistance."

He has called the creation of the Utah Department of Workforce Services (DWS)
the most significant change in state government since statehood. The department
offers a unique private sector approach to the way government does business.
Governor Leavitt believes that the best way to serve both the employer and the

job seeker is a proactive partnership with the public and the private sector.

Governor Leavitt's administration has worked hard to simplify the complicated
welfare and job training system, and Utah is leading the nation in reforms. The
new DWS has shifted from a one-size fits all approach, to a custom-fit
individualized employment plan for every client. Twenty-five programs from five
different state departments were organized into one department. No longer will
unemployed Utahns deal with five or six different caseworkers. Job development,
job training, and welfare will all merge into one efficient system, so people can get

training and jobs without being shuffled all over state government. The



department was established to provide the customers of five separate state

agencies with more efficient and effective ways to do business.

DWS serves a variety of customers. Virtually every citizen in Utah can find a

reason to use a specific service the agency provides.
Our Department

DWS is the product of Utah’s bold vision for the future of quality workforce
development, consolidating all employment-related functions into one
comprehensive service-delivery system. Now, customers can receive needed

services without the confusion and burden of working with multiple agencies.
Administration

An executive director and three deputy directors head the department.
Collectively, they provide for the administrative functions of the department.
From the executive director through the deputy directors flow the lines of
authority that directs the work of all department personnel who cooperatively

work together to accomplish the department’s goals.
One-Stop Employment Centers

Services are easy to access through the Employment Centers -- the connecting
point for employers and job seekers. There are convenient locations throughout

the state to serve employers and clients.
Computer Support

With the creation of the new department came the legacy computer systems that

had supported each of the programs that the department administered.

= Public Assistance Case Management Information System (PACMIS)
determines eligibility and processes payments for welfare programs, food

stamps, medical programs, and childcare.



» General Unemployment Insurance Development Effort (GUIDE) processes

unemployment insurance claims and makes payments to eligible recipients.

= Unified Social Services Delivery System (USSDS) tracks the TANF clients

through their employment-related activities.

= Contribution Automated Tax System (CATS) is a new client server system
that was put online in 1999 as a Y2K effort. This system processes and
handles the unemployment insurance tax collection from employers in
Utah.

=  Utah Employment System (UTES) processes matches between job seekers

and employers that have filed job orders with DWS.

= Remote Initial Claims (RIC) is a call center system used to gather the data

for Unemployment Insurance claims both initial and on going.

= JTPA Case Management Systems the department had five different case
management systems that had been used at the previous county
administered JTPA offices. The data was collected and rolled up to

produce the national Department of Labor SPUR report.

With the passage of the Workforce Investment Act (WIA) in 1998, it was apparent
that the Utah Department of Workforce Services was indeed in need of an
integrated case management system that supported the all the programs under
one system. DWS had begun looking for an integrated solution prior to the
passage of WIA, but it was now a requirement to bring all of the training functions

of case management together into one system.

Three of the DWS systems that processed and handled case management were not
Y2K compliant, and DWS needed to rewrite them or find a replacement system
quickly. A group of people from Utah began to contact other states to see if there
were any systems in use or development that might meet the needs of the new
department. One computer system the group found looked promising, it was

called The Workforce Information System of Texas (TWIST) and the Texas



Workforce Commission had received some national awards for the development

of an integrated case management system.

TWIST offered some nice features, but it had two major drawbacks: (1) TWIST
was built as a client server application and (2) Texas Workforce Commission was

having performance problems with their on-line queries for reports.

In 1999, Utah’s Chief Information Officer (CIO), Dave Moon, issued a request that

all new computer systems developed for the state be a multi-tier environment.
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Client Server
Systems

A client server system is a system architecture that attempts to use the processing
power and user interface of the individual personal computer (PC) and combine it
with the multi-user functionality of the network and the mainframe systems and
databases. The client server model provides a great user interface (Windows or
Macintosh) that most users understand and enjoy. This architecture requires that
portions of the business logic and an executable program reside on each PC. The
maintenance of a client server system can be very consuming as upgrades and
system modifications occur. Every time a programmatic change is made that
upgrade needs to be loaded on each and every PC. Another difficulty with client
server systems is deciding at development what portions of the application will

reside on the database/server and what will reside on the individual PC.
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Multi-tier Environment

A multi-tier system architecture is built on the premise that the client interface is
a web browser such as Internet Explorer or Netscape. This architecture has also
solved the problem of where to locate the database and business logic. Each
function is isolated into one piece of hardware/software. This enables quick
changes to the application or business logic as it is made in one location and then
accessed by web browser through the web pages served up by one or more
application servers. The database becomes just a storage environment accessible

through the application server.

As you might notice, the multi-tier architecture could also resolve some of the
performance issues with on-line queries. However, another new technology (Data
Warehousing) solves the problem of performing on-line queries in an on-line
production system. The basic concept is that data storage is much cheaper today
than it was 15 to 20 years ago. With the cheap storage, we can make a duplicate
copy of some or all of the data and use this copy to produce reports and queries

into the system.



With the two limitations of TWIST, it was decided that DWS would develop its

own system.

UWORKS System Scope

The overall purpose of this project was to design and develop an automated job
matching and career counseling computer system that will provide accountability,
tracking and reporting of all services provided via the Department of Workforce
Services (DWS), Internet (Self Service/No Stop), Employment Centers (Utah’s

One Stops), and their affiliates. The system is being designed to support Utah and
other interested states and/or local workforce investment boards in the delivery of
employment and training services. It is critical that the system design is flexible
and component-based for ease of expansion and customization. It must also be
capable of providing seamless integration with external systems that provide
services such as eligibility determination and supporting data such as Local

Market Information (LMI), Provider and Course Performance Information.

U-Works Functions:

Self Service and Staff Assisted Components
Registration
Initial Screening (Checklist of Services)
Access to State, Local and National WEB Based Products
Scheduler (workshops, testing, resources)

Pre-Application (Partial application for specific programs)



UtahJob.Net Sign Up/Log On Screen

Utah One Stop [UWTEST] - Netscape

Utah Job Net

Trovided by the Departroent of Worliforce Services

Job Seekers Employers

The perfect place onthe Looking for the right The perfect place on the
web for Job Seskers employee, this is the wiebh for Service
place Providers

Registered users Log in  Registered users Login Registerad users Login

First Time users Sign up  First Time users Sign up  First Time users Sign up
85474 available jobs BE9SE2 job seekers 535 service providers

e == |Document: Done

EA IS = |

UtahJob.Net Job Seeker Account Activity Screen
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Welcome to the DWS Web Site

Activity Summary
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Employers who viewed Eesume 0 Reset |
Date Eesume Last Updated a5/04/2000
Date Eegistration Last IModified 05/09/2000
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Job Orders Viewed For Each Search 7
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UtahJob.Net Job Seeker Personal Resume Screen
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Staff Assisted ONLY components
Application and Eligibility (Program Specific, can be multiple programs)
Enrollment (Program Specific)
Activities
Initial Assessment
Comprehensive Assessment
Employment Plan
Job Seeker Progress Tracking/Case Management
Post-program termination follow-up services

Provider Information

UWORK Job Seeker Registration Form

3 UWORKS Training HOST: utstwsntappB.ws_ex. state.ut.us - Microsoft Internet Explorer
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Agert Last Mame Tem—ﬂ @ -
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UWORKS Assessment Form

rosoft Internet Explorer

Joh Seeker Provider Emplover Administrative Reports Help ‘Window

Comprehensive_Assessment Ver:1.0.4

TSN |?89-09-8978 Secker ICosmo Kramer

Ed History — ED ISSLES I Housing | Trans | Legal | Hezlth | Treatment: |
Assessment Training
Azsessment Creation Date 05727 2000 = R
‘ Howy to be st your best when working as & Tour guide
Mot Completed

Counselor Training Programs
[Tommy T. Tester ‘

Learning Disabilities
Coes Seeker Indicate
Any Learning Disabilties? Cies &

Enjoys working in & fun filled environment - neecds to
icerified in CPR to pursue Amusement Park work.

Interests, Apttudes &
Meed For Mare Training

Language
Seeker's Primary Language IJapanese il
Iz Seeker's English e
Yes & Mo
Speking Anity Limtec? Pell Grant Status Pell Grant Year Amount
Basic Education Skills [ives 3 [z000 [ s2sm0m0 ]

Does Seeker Lack
Basic Education Skils? & g

0 To Test Scores I

4 o |

|&] Applet started [ |4 Intemet

UWORKS Assessment Summary Form

Job Sesker Brovider Employer Administrative Reports Help ‘Window

Assessment_Summaries Yer: 1.0.4

S5 [FEE-08-5576 Seeker [Cosmo Kramer

INITIAL SUMMARY | Comprehensive Summary | HeafihiTrestment Summery |
Assessment Creation Dates Employment Assessment
Emplayment |05-"27’-"2UDD |z Seeker Currertly Employed? i Yes f{* ho
Family Situation [15/27/2000 Reasan For Leaving Most Recent Empioyment  [Stll Employed
A= IDS'QDDD Iz Seeker Interested In Mon-Traditional Emplayment? " ¥es f+ Mo

Eclucation IUS.Q?.QUEIU
Housing IDB.I'D1 2000

Family Situation Assessment

Transportation [T 5000 Is Seeker A Victim Of Daomestic Violence? * ves Mo
Legal I Does Anyone In Seeker's Household Have Special Meeds? i+ ves  No
Health IUEJEH £2000 Has Protective Services Ever Cortacted ~ ves 6 Nao
Trestment I— Seeker Concerning & Child In The Seeker's Care?
resme Does Seeker Need DWS Child Care Supportive  yes & No
* horith & Year of most recent assessmert Services To Participate In Employment Plan Activities?
Counselor
|Tnmmy T. Tester Financial Heeds Assessment _

Primary Phone [(801) 526-5615 Est | ’;";‘;‘:;:ﬁi‘;zz;;;g‘;“ | 052000 Total Morthly Resources | F127.00
Met Difference I -$865.00 Total Monthly Expenditures I $995.00
HLel | 1 PACMIS Case # |

Pri Assessment

Ly Tl

|&] applet started. [ 4 Intemet
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UWORKS Employment Plan Form

; UWDRKS Traiming HOST: utstwsntappB.ws_ex. state.ut.us - Microsoft Internet Explorer

J File  Edit ‘“iew Favortesr Toolz Help

Joh Seeker Provider Emplover Administrative Reports Help ‘Window LJ
%1 Uitah Works

Ver:1.1.0

Cosmo Kramer Active Employment Plan Seeker Status : {* Active i Inactive
Emp. Plan I Achievements I Services

I Payment Auth PLAR SURMBARY | Entoliment I

Name [Cosmo Kramer

Social Security Number [T5505-5976 Print Emplayment Plan

LWl showws an adeguate salary for Cosmo to become self-supporting. LM also shows good growth potertial in this occupation.
[Cosmo expresses high interest in the field and also has appropriste aptitude for the skills needed. Al assessment information

Employment Goal [Amusement and Recreation Attendants
This Goal iz bazed
upon the following

Completion Date
Achievement Ohjective Type Achievement Ohjective Target Date Completed
I— £ =zessment 0601 /2000 0E02/72000 j
Achievements I- Basic Education iz herve agreed that the sttainment of & GED wil ke important - [nareozo00
|— otk Site Learning Kramer wil complete an OJT at Lagoon 121152000 J
Date
Completion Completec!
. Services/Activities Target Date Megotisted
Services)
Activities to I— GED/HS Diploma 05/20/2000
Reach I— English as a Second Language 0s/20/2000
Employment Goal I—
Date
Completion Completed
Target Date Megotisted
oy Servines ||: IEmpInyment (Unsubsidized) Insrm 200 I j
| | _>l_I
| &7 &pplet started | Internet

System Objectives

The following factors were identified as critical in creating a system that will be

successfully adopted by the user community.

The UWORKS system will be designed in such a way as to support the use
of most system components by both self-service customers and staff. This

will encourage self-sufficiency by providing customers with self-service
options when possible.

The UWORKS system will be designed around a multi-tier architecture

accessible through a WEB browser graphical user interface that utilize pull

down menus and/or check boxes to reduce the need to look up code
values.

The UWORKS system will support a service driven process not an

eligibility driven process, while recognizing that eligibility for specific

programs will be required in order to offer certain services.
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The UWORKS system will facilitate the service coordination process of

identifying and linking customers with needed services.

The UWORKS system will be flexible and adaptable to quickly respond to

legislative, policy and data changes.

Using either in house or contracted programmers states and localities will
be able to modify arrangement of field and select field that are not to

display.

The UWORKS system will easily interface with other systems (e.g.,
eligibility systems, state welfare systems, education systems, and economic
development systems) that compliment employment and training efforts at

local levels.

The UWORKS system will eliminate the redundant collection and data

entry of customer information.

The UWORKS system will protect customer privacy rights while allowing
the efficient sharing of required information between state and community

agencies.

The UWORKS system will provide standardized collection of data required
for reporting purposes while allowing community partnerships operating

flexibility.

The UWORKS system will be delivered with complete documentation that

is accessible using a standard browser from a central location.
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UWORKS System Timeline

Review TWIST System in Texas

Request for Information RFI

Application Development Shootout

Vendor Selection

Utah visit with DOL

Utah joins efforts with MN and NY on OSOS
Requirements Document and Project Plan Due
Combine forces with AJB/OSOS development
Complete System Requirements

Missed System deadline # 1

Unable to sign contract with Oracle and AJB
Utah issues withdraw letter to DOL

Utah signs contract with Oracle for UWORKS
Fix OSOS requirements back to Utah’s needs
UWORKS Development begins

Y2K Backup System used for WIA

Training of Utah staff on Oracle Tools

UWORKS Development

14

August 1998
September 1998
October 1998
November 1998
November 1998
December 1998
March 1999
April 1999
May 1999
August 1999
September 1999
Sept. 21, 1999
October 1999
November 1999
December 1999
January 2000
Jan--Feb 2000

Jan--Apr 2000



UWORKS Testing
UWORKS Training
UWORKS Conversion
UWORKS Case Management Production
UWORKS Financial in production
UWORKS - PACMIS Interface
Decision to re-write UWORKS Job matching
UWORKS Version II Team selected
Version II prototype approved
UWORKS Consortium states take version I

o Alabama

o North Dakota

o Montana

o South Dakota

Washington

o

UWORKS version II implementation scheduled

15

Mar--May 2000

May--June 2000
July 2000

July 5, 2000
July 25, 2000
August 8§, 2000

October 2000
December 2000

January 2001

February 2001

July 2002



II. SYSTEM DEVELOPMENT OBSTACLES / RESPONSES
Mixed Funding Sources

The UWORKS project ran into some early obstacles regarding the funding of the
system development. The application had some very specific requirements
regarding the ability to utilize numerous funding sources for the customers DWS
serves. As you learned in the early parts of this paper, the department was set up
to serve customers individually and not proliferate the bureaucracy that had been
used in the past. A real problem with a joint venture across the federal funded

programs is getting the federal agencies to agree on a funding methodology.

In the case of this project, we were using U.S. Department of Labor (DOL) One
Stop formula grant funds, U. S. Department of Health and Human Services
Temporary Assistance for Needy Families (TANF) block grant money, and 50/50
matching dollars from the U. S. Department of Agriculture Food and Nutrition

Services (FNS) for the food stamp education and training program.

Regarding system development, each federal agency has its own process for you
to follow to utilize its funds. The difficulty comes into play as you try to use
multiple funding sources to build one integrated system. The term used to
allocate expenses is called a fair share allocation, and it must be approved by each
federal agency before any dollars can be spent. After about 6 months of
negotiations, an allocation model that would distribute expenses based on the
individual program case counts was agreed upon by all parties. This appeared to
be the first time that the DOL and FNS had worked together on an integrated

system as it took a lot more time and effort than was originally estimated.

Ongoing maintenance of the UWORKS system will also be handled utilizing a
quarterly count of cases in the various programs, and the distribution of those
expenses will be based on the specific program and then tied to the individual

funding source.

New Program Specifications
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DWS had tremendous difficulty designing the new computer system, which
included new DWS business processes and was compounded by the delay in
federal regulations. Maturing DWS business processes combined with changes
required by WIA regulations proved difficult and, as a result, caused some system

development delays.

Through this experience, I would strongly advise against designing a new
computer system with two moving targets. One is bad enough when you are
trying to do business process redesign and build a new computer system, but the
complexity of a brand new federal program was way more than we expected.
Detailed checklists and standards documents defining expectations would have
been very helpful. Iwill touch on this later in the recommendations section of

this paper.

Political Impact

The development of a new computer system in government always has political
implications. This project was not any different, although there were added
political pressures that I will briefly discuss. One of the early political impacts to
this project was that Utah’s agreement to be an early implementer of the WIA
program, and it was very apparent that the old systems would not support the new

program.

A second political event occurred when DOL representatives approached Utah
about combining the ongoing Utah effort with another multi-state consortium
project developing a national product referred to as Workforce Information
Network System (WINS). This consortium process can work but it does slow
down the development work while agreements and differences in business
processes and cultures are worked out. As a note of advice, it is imperative that a

contract or an agreement letter is signed by all parties involved detailing out what

17



the expectations are regarding funding required, ongoing maintenance, and

ownership and ability to modify the computer system.

DWS’s decision to withdraw from the consortium was a difficult decision. Below
is the letter that was sent from DWS Executive Director Robert Gross to Raymond
Uhalde, Deputy Assistant Secretary, DOL detailing the reasons DWS chose to

leave the consortium and develop the UWORKS system on our own.

18



“September 21, 1999

Raymond J. Uhalde, Deputy Assistant Secretary
United States Department of Labor
Employment and Training Administration

200 Constitution Avenue, NW

Washington, D.C. 20212

Dear Mr. Uhalde:

This letter is to inform you of the Utah Department of Workforce Services” (DWS) intent to
withdraw from the curtent state consortium developing America's Job Bank One Stop
Operating System (OSOS). For the past nine months we have been participating with
America's Job Bank Service Center (AJBSC) in the OSOS project design. Unfortunately, it
has recently become evident that DWS must resume direct control of the development of an
OSOS computer system. We have reached the conclusion that this national effort is not

responsive to DWS’ needs for the following reasons:

. Lack of clear project coordination at the U.S. Department of Labor
(DOL)/AJBSC level

. Repeatedly missed implementation and project plan deadlines

. Concern regarding the level of customer satisfaction and services received
from AJBSC

. Escalating state cost without a guarantee that DWS will receive direct

system access for maintenance and enhancement purposes
DWS’ concerns were essentially articulated and validated by Minnesota Commissioner Earl

Wilson's August 30, 1999 letter to DOL regarding the implementation of Workforce
Information Systems (WINS) and the development of OSOS for his state.
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DWS entered this consortium after a visit from [a DOL representative] in November of
1998. At that time he expressed an interest in DWS’” ongoing internal efforts to develop a
computer system to support the employment and training services of DWS, especially in
developing a user-friendly system for front line staff. This effort included DWS’ selection of
Oracle as a required platform for development, and a contract with Oracle Corporation for a
system requirement analysis. [The DOL representative] suggested that DWS join with his
efforts to expand the WINS into a fully integrated OSOS. As part of our agreement to join
in this effort, DWS clearly explained to [the DOL representative| our innovative integration
of federal and state ET'A programs, along with our welfare reform initiatives. [The DOL
representative] agreed that in exchange for our participation, DWS would receive a system
supportable by our information technology division to meet our service delivery needs. He
also indicated that DWS should seek additional funding for those ateas falling outside the

jurisdiction of DOL activities. We readily expressed our interest and intent to proceed.

In DWS’ efforts to help expand WINS into OSOS, we focused on the following areas:

* System Design: Because DWS had already contracted with Oracle for the development
of a software system requirements document, we offered the use of Oracle's setvices to
AJBSC, Minnesota and New Jersey as a starting point in the development of a national
OSOS. AJBSC accepted this proposal and has since approved and copyrighted the OSOS

software requirements document produced by Oracle under a State of Utah contract.

* System Development: AJBSC proposed that OSOS be developed in a “native” HTML
browser-based system, similar to AJB 4.0. DWS determined that a “native” HTML browser
system would not best meet the needs of one of our most important customers, front line
staff. For this reason, DWS insisted that a second browsetr-based OSOS platform be
developed using the Oracle software application and development tools. In a joint review
with DWS’ Chief Information Officer, these software rapid application design and

development tools scored highest when compared with the OSOS system requirements.

* System Maintenance: The OSOS requirements specify that maintenance and
development of the system will occur at the national, state, and local Workforce Investment
Board (WIB) level. States and WIBs MUST have the ability to make modifications and
enhancements to OSOS that do not adversely affect the connectivity and interfaces to

America's Career Kit. DWS has attempted to point out, with little success, that the current
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OSOS data model, documentation standards (data dictionary, APIs, etc.), and lack of

redundancy features will restrict states usability, maintenance, and enhancement capabilities.

These efforts reflect a substantial amount of time and money invested by DWS in the
development of an OSOS system that benefits all states. We simply cannot continue to
participate in the current AJBSC OSOS arrangement where we have limited authority in
determining how a mission-critical computer system is developed, delivered, and maintained.
While we have chosen to leave the AJBSC OSOS development effort, we intend to build
upon our efforts already put forth. Because of the importance of a system that helps states
and WIBs implement their employment and training initiatives, we will continue to share our
Oracle platform development efforts. DWS hopes that DOL will continue to support the

needs of states for flexibility in developing these systems.

We have recently learned that [the DOL representative| will be leaving DOL shortly. We
have enjoyed our association with him and the cooperation he has demonstrated toward
DWS. We do believe that the recent misunderstandings have occurred elsewhere in the
DOL and AJBSC organizations. Our decision to withdraw should in no way be interpreted
as a statement of DWS’ unwillingness to work with [the DOL representative’s] successor on
this or future projects. We, in fact, look forward to such opportunities. Our decision to

withdraw has been painful and has been made after the most careful consideration.

Should you have questions or wish to discuss this further, please feel free to contact me at

(XXX) XXX-XXXX. Thank you for your time and consideration.

Sincerely,

Robert C. Gross

Executive Director
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Lastly, the high visibility of a project like this pushes individuals to be very
competitive and push objectives and timelines harder than is reasonable.
Everyone involved is consumed by the project and competition to complete or be
the first entity to deliver a product. Because of the aggressive pressures, sound
project management objectives and principles can be overlooked in the heat of

the competition.
New Technology

Technology vendors always sell their products as being able to do anything and
everything. The real proof in the ability of the technology comes when you try to
put the new technology through its paces. In this project, we were required to use
the newest multi-tier architecture approach. Honestly, this new technology had
only been on the market for less than a year, and we were all caught up in the
Internet frenzy of 1999. You then add to that the difficulty of the ongoing browser
wars (Microsoft Internet Explorer vs. Netscape) neither product has been able to
agree on true standards and they leap frog each other with special functions that
are not supported universally. An additional level of complexity is the high user
expectation of a Windows or Macintosh system interface and the inability for the

WEB browser to support the users expected functionality.

DWS chose to use the Oracle suite of development products, as it seemed to meet
our specific needs for a full Windows type functionality along with the ability to
produce generic HTML code for the self-service customer. Oracle also provided a
complete technical solution from the backend database to the software
development environment and the middle tier tools we needed to utilize the new

web technology.

Things didn’t quite work as well as the vendor had told us, but the application was
put into production after a lot of sweat and hard work by both the vendor and
DWS employees. The job-matching portion of the UWORKS system was never
able to match the 2 to 3 second performance levels of the existing mainframe
system UTES. Thus its implementation was split out from the case management

system, which went into production in July of 2000.
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DWS is currently re-working the employment exchange portion of UWORKS and
plan on releasing version II of UWORKS in July 2002. The new version of
UWORKS will meet the high performance required of the employment exchange
process and also include enhancements to the case management functions that

have been requested by the DWS employees.
Competition to Produce First OSOS

I mentioned this earlier, but there was a lot of internal and external pressure for
Utah to produce the first WIA computer system. Two former employees of Utah
actually retired from their DWS positions and joined the contractor working on
the national OSOS. When Utah broke away from the consortium of New Jersey
and Minnesota, the pressure intensified and there was an element of competition
to see who would produce the first system, and which system, OSOS or UWORKS,

states would choose to use.

After reading the withdraw letter, you might have noticed that Minnesota actually
withdrew before Utah. The states of New York and Nevada joined the modified

consortium and started where the others had left off.

In the meantime, Oracle was marketing UWORKS to other interested states with a
major selling point being that the source code was readily available and the

application was free to any state or government entity that wanted it.

UWORKS was able to provide a functioning case management system first,
although they did not get the full system functionality of the job matching system
installed and implemented. To the best of my knowledge, New Jersey, Nevada,
and New York still have not implemented the original OSOS system for WIA case

management.

DWS has transferred the UWORKS source code in the Oracle repository to the
following states, Alabama, Montana, North Dakota, South Dakota, and

Washington. The case management system is in use in Alabama and Washington
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will bring their system up in fall of 2001 followed closely by South Dakota and

Montana.
Technology Transfer

Technology transfer is a difficult process. At DWS, we had four software
developers, one database analyst and two business analysts that were assigned to
the UWORKS project. The four developers were very proficient in the UTES
system, which was running on a mainframe using Adabas as the database and a
programming language called Natural. One of the developers had been on the
original team that developed the UTES system and the rest had been doing
maintenance for the last 3 to 4 years. The two business analysts were fairly new
to information technology but their expertise was in understanding the business
process and writing system specifications and testing plans. The database analyst
was a training process for an IT manager that had stepped down. Due to
government salary range limitations, database analysts (DBA) are very hard to
find and keep. Contract DBA’s currently demand rates from $150 to $200 per

hour.

The training plan for DWS employees was developed using an Oracle curriculum.
It included 5 weeks of classroom training for the software developers with the
Oracle development products and 3 weeks of training for the business analysts;
the DBA attended 7 weeks of training. In addition to the classroom training, it
was expected that each DWS employee would be working hand in hand with an

Oracle contractor as the system was being designed and built.

The transition or ability for individuals to learn new technology is a personal
objective each person must aspire to obtain. It will not happen by chance; you
need to find mentors that want to train and mentor others and you must find team
members that have a passion for learning. It is not an easy process to move from
one technology to another. Statistics I came across refer to a 40 percent success
rate when programmers transition form one technology to another. In other

words 6 out of 10 programmers are not able to go from a mainframe structured
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programming environment to a an object oriented forth generation language
(4GL).

Don’t give up on early failures but you need to monitor progress and push
employees to venture out on their own to learn more about the new technology
and tools. Also, do not underestimate the time and effort it will take to complete
the technology transfer and I can personally vouch for the 40 percent figure. Only
one of the four employees had fully made the transition to the new technology.

Prepare for those types of numbers regardless of how good your team is.
Purchasing RFP process

When contracting for software development there are two primary methods that

can be used fixed price or time and materials.

The fixed price model usually starts with a request for proposal (RFP) and the
agency spends approximately 4 to 6 months developing a detailed RFP that
outlines every function and deliverable of the computer system. The agency then
releases the RFP and reviews bidders based on a predetermined set of criteria. A
vendor is selected and a fixed price is agreed upon. The vendors usually pad fixed
price contracts by anywhere from 20 percent to 40 percent to cover system
changes, unforeseen modifications and overhead. With a fixed price contract
there is usually a large portion (up to 40 percent) of the money withheld until the
system is passed off or meets the expectation that were outline in the contract. 1
have never seen a fixed price contract with a full-blown RFP started in less than 5

months. They take a lot of time and effort to get started.

The time and material contract is basically set up so that you pay an hourly rate
for individuals based upon their specific skills and cover expenses on a receipt
basis as materials are needed. In Utah, we have a number of vendors that are
already pre-approved on state contracts for programming and system

development work on a time and material basis. The time and material contract
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does require a scope of work and progress is evaluated on a biweekly basis as

invoices are processed.

DWS chose to use a time and material contract on the UWORKS project primarily
based on the previous work completed in the design phase, likely cost savings,

and tight time restraints requiring the system be completed by July 2000.

Both options have their benefits and disadvantages, but I will not be going into
detail in this document. In hindsight, I would not recommend that you forgo the
price discount by losing the benefits of a contractual agreement with definite
deliverables and a not to exceed cost. Most vendors will figure out ways to make
more money on a project of this size, but the fixed price with definable

deliverables seems to hold them to the fire a bit more.

At DWS we continually looked at ways to shorten the time frame on this project
such as avoiding the RFP process. We should have realized the time frames were
unreasonable and utilized the more formal RFP process and a fixed price

contract.
Software Licensing

On this project, I learned more than I ever wanted to know about intellectual
property when it comes to software development and licensing. One of the
primary objectives of DWS regarding systems development is that at the
completion of the system, it belongs to the state to maintain and modify as our
business processes change. This objective not being met was one of the major
reasons why DWS split from the DOL consortium. Applied Theory’s agreement in
its contract with DOL was that the vendor solely owned the application software
and that the vendor would handle all changes or modifications in the future. DWS
was familiar with this process on some “Off the Shelf” software used in the old
JTPA program, and we were never able to get all the system changes we needed.
We were always on the waiting list and had to settle for what the next release

included.
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Following our objective of ownership of the source code, the negotiation with
Oracle on UWORKS was very long and tedious. We continued to view the
UWORKS as a software application that could be shared in its entirety with any
other government entity that wanted it for free with full access to the source code.
The term public domain software continued to come up in the negotiation,
specifically because we were spending federal dollars on the system. Oracle
seemed to be able to hold tight on the intellectual property rights regardless of

how the application was paid for.

In the end, DWS was able to come to agreement with Oracle that UWORKS would
be jointly owned and transferable to any government agency at no cost. As an
incentive for DWS to recommend the application and proliferate the sell of Oracle
software and tools, DWS was given the ability to collect royalties of 10 percent up
to $ 100,000 per state that transferred UWORKS and then purchased Oracle
software and tools. To date DWS has collected approximately $ 320,000 and this
money was applied directly to the development of the UWORKS application. This
savings was distributed using the same cost allocation methodology (case counts)

used to build the system.
Contract / Vendor Management

You could read 100 books on computer system development and contractor
management and still not cover everything that can arise in a project of this size. I
could go on and on about the daily contract/vendor management that needs to
take place but I will spare you. Read a current book on project management. I

will offer three project management requirements I learned on this project.

1. If you suspect a problem with contract developers there probably is one, act
quickly and resolve the problem by getting someone else. Things will not

improve over time.
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2. Is similar to #1 but regarding the vendor supplied Project Manager (PM).
Make sure you check references and get an experienced PM. If the PM cannot

handle the job, get rid of the PM as quickly as you can.

3. When you are doing application walk through and reviewing developer’s
prototypes have your staff run the application. Most often the developers
know exactly what they programmed the system to do and will not allow you

to see the problems unless you have someone else highlight them.

Run a tight ship and get the very best professionals you can afford on the project.

Do not settle for second best.
Project Management

I have covered the topic of PM in the previous areas. Regarding PM, you need to
get the very best internal PM you have and give him or her the support and ability
to make decisions. PM’s must be held accountable, but with the accountability
also goes the ability to make decisions and actions regarding budget, personnel

and time frame commitments.
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III. ACTIONS THAT COULD FACILITATE STATE EFFORTS TO
MODERNIZE SYSTEMS

Sharing of Code

The ability to share computer code and logic would save government agencies
millions of dollars in development costs alone. State and local systems that are
providing federal programs are at least 60 percent to 70 percent similar. If the

ability to share code and system logic was clarified, money could be saved.

The problem seems to occur when you get different answers from the different
federal agencies regarding software that was instrumental in development
utilizing federal dollars. As an example, DOL has a contract with Applied Theory,
Inc., through New York State that gives complete software ownership of the
America’s Job Banks and OSOS software to Applied Theory, Inc. In contrast, the
U.S. Department of Health and Human Services’ Financial Assistance
Management Information Systems (FAMIS) -- of which Utah’s PACMIS system is
an offshoot --is in the public domain and has been transferred to many different

states.

A clear definition needs to be put out by all federal agencies regarding the utilizing

of federal dollars and public domain software.
System Certification Specifications

It would be advantageous if all federal agency system offices had a certification
process for system development. Based on my experience, the Department of
Health and Human Services had a certification process for their FAMIS systems.
The DOL has not produced a certification criterion for either their unemployment
systems or their employment exchange or WIA systems. The certification criteria
would need to be available to the states and local government agencies when they
prepare the RFP’s, and it should be determined that 40 percent or more of the

funding is dependant on the passing of the federal certification.
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Need for a National Clearinghouse of Technological Initiatives

Each federal agency has some type of national clearinghouse, but they do not
seem to cross agency boundaries. The ability to go to one location and find out
about all of the computer system project initiatives would save time and money

on the local and state projects that are undertaken.
New Technology

Another recommendation I would like to make is that as software development
continues to evolve into the Object Methodology, a central repository for these

objects could be maintained. I would like to see a national library of objects.

An object can be considered a portion of software code that is designed to do one
function with predefined inputs and outputs. Utilizing object development is kind
of like building computer systems with Lego blocks. Each object can be used and
even modified, but the entire system is made up of small reusable components or

objects. The major advantage of using objects is the ability to reuse them and also
make minor modification to perform a similar function but not have to completely

rewrite the program from scratch.

In my mind, there would be a repository of software objects using Java and XML
programming that could be reused all across the country and save significant time
and money in software development. One group that comes to mind that I believe
could handle this proposal is the Information Technology Support Center (ITSC)
sponsored by DOL. The ITSC is a non-profit entity that has sponsorship from
DOL, Maryland, Mitreteck Systems, Lockheed Martin Corporation, and the
University of Maryland. As I am informed, ITSC was chartered specifically to
assist states with the Unemployment Insurance software applications and
computerized call centers. They have a very strong reputation of being able to

coordinate and implement new technologies.

Project Management Training for Government Projects
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The last recommendation I will make is that a training entity be founded to
provide hands on project management training for PM’s of government systems.
The Project Management Institute (PMI) comes to mind as a potential trainer and
certifier of common knowledge and abilities. I believe it would be well worth the
initial expense to require all federal funded software developments to be lead by a
certified project manager. The certification process does not guarantee success

but it could go along way in improving the success of software projects.
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